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13 May 1959

MEMORANDUM FOR: Chief, Office of Training

VIA: : ef, PP Staff
25X1A9a {DC/PRA/LAS Training
Quarters Eye)

SUBJECT : Improving Effectiveness Abroad

1. This memorandum expresses views and makes recommends-
tions based on my experience in this matter and on developments
in the Seminar completed 28 April 1939,

2. Discussions in the Seminar which covered a wide varisty
of activities, made it clear that the achievement of maximum
improvement involved more than just a course or courses of
specific training on thiz aubject. The following recommendat ious
arcbgonclusions on some of the more important aspects of the
problem.

3, It was generally acecepted that selection is a highly
nignificant (perhaps the most significant) factor in improving
effectiveness abroad. The Seminar developed certain "qualifi:za-
tions"” which made for grester effectiveness but recognired that
more study was needed on this point.

It ia therefore recommended that:

a., The A and E Staff undertake validation of

criteria for assessing potential effectiveness abroad,
The program should provide for incorporating identification
of these factors ip personnel records and for making this
information available to career panels and other element:
charged with selecting personnel for duty abroad. The
firgt steg would be to analyze the records of individual:
who have been unusually effective and of those who have
clearly been ineffective to determine if there is »
satisfactory cokBelation between any characteristics now
noted in personnel records and effectiveness or ineffec-
tiveness. The analysis should take cognizance of the
experience of other U. 8., sgencies on this matter s
mentioned in a recent OCB publication as well as the views
developed in the Seminar.
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b. Pending the anelysis described mbove, the A
and E 3taff should prepare interim guidance for personnel
Panels and others chereged with selecting personnel for
service abroad. This should describe the gualifications
generally sccepted as essentisl for effectiveness overseas
and the indicators of those qualifications.

4. There was also general agreewmesnt that a great deal of
trainiog for duty abread was inhereant in our professional trsip-
ing but that the trainee vas not always aware that he was
receiving such traiaisg. It was also generally agreed that some
goneral training (as distinguished from that applicable to a
specific assigament iz & given country) was required. It was
also agreed that gener 'allz there must be a follow-up or review
and augmeatation of such training while the officer is abroad
to facilitate application of his training to his specific job.
Furtherasore, it wam confirmed that the needs of different
categories of employees (operational, support, ete.) arc some-
what different. Finally, it became clear that there would
ordinarily not be say regular flow of 2 considerable nuiber of
trainees. Often the number {avolved would be 1 to 3. Iassed on
such conmiderations, 1t is recommesded that OIR draft a comprshen-

sive program for training in "oversessmanship” devering and iater-
relatiag:

a. Area trainimeg.

b, Language trsining.

¢. General training for effectiveness abroad
including iacorporating as much "oversessmanship" s
practicable irp normesl professional training.

d. Traiping for effectiveness on a specific

e. Follow-up training during service abroad.

The proposed program sheuld include designatios of the clemen:

responsible for the training. For example, OFR should jrobab.y

be responsible for a - ¢, Area Divisions for 4, aml Chicfs of

Station for e. What ever the decision, reppomsibiiity should

be made known in appropriste official documents and there should

1:: provisions for cheeking up oe discharging those responsibil .-
jom.
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in the following steps:

a. After an orientation of all key inmstructors on
the fundamentnls of "overseasmanship"”, all professional
training should be reviewed to incorporate azn optiaum
amount of overseasmanship clearly designeted as such.l For
example, case histories, scenarios, charts, and problem
situations should be so selected and presented that they
show the need to congider local practices, taboos, and
value systews. Discussion should ensure that the trainen
is aware of this aepect,

b. A comprehensive and continuous review of methods,
materials, and concdpts used by other U, S, agenciass to
ensure that there is coordination and mutual support
wherever practicable, In fact, one of the basic principles
in overseasmanship should be manifestation of mutual respect
between U, 3, elements asbroad and avoidance of criticism ef
U. 8, agencies by each ether.

¢. A session on preparation for duty abroad incor-
porated in the CSR course both to alert returnees :to
curment doctrines snd to secure the benefits of thoir
experiences.

d. Comprehensive and continuous review of materials,
useful for these purposes nvailable at foreign embassies
and to the extent practicable, of films, meetings, clubs,
eto., with content important for these purposes. IR
publications could be used to disseminate information
derived from this proposal and from ¢ above,

6. Discussions in a small group established after the
Seminar have indicated that a course of about 10 working days
aimed at general preparation of relatively junior officers who
are going on their first duty abroad would be useful and would
fit into almost any general program eventuanlly established.

It is felt that such a course should embody the following
concepts,

a. It should be general, i. e., not aimed at
preparation for any specific country or area.

1. This idea was proposed by a member of the OrR staff.
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, b. It should give the alses the contribution of
the secial sclence disciplines—not the centeat ol thosa
disciplines.

¢. It should be pointed sharply at Agency duly
abroad,

sogtinals ST A0S Ly Sttt 20l
s sllow complete

Theve should be terte apd other devices to susure study
and other preparstion.

Suoh & course is now being formulated.

7. Waile there vare diffariag opinious on the matier,
there was considernble opisien that lists of "do and doit's”
m s useful "prop” in preparatioa for oversess duty.

ug that this kind of thing can be gverdope, it i3
mruuz to see wh eewfall pmz:.wd uta*ial of this sort
is not Detter than it =il _ of tae
traines, emuazy ente with the 1 Army Dooks on
this subiject has hHeen !tzmrabln. It is, therefore, proposed
that OFR should draft a2 poliey on this matter. If a Zavorable
decinion results, OFf should swrvey US agency publicationacon
this matter and prepare new ones oaly when gaps exist. In any
ovent the practicsbility of a2z inmt ted U3 series should be
axsuingd to avoid needloas mum » In this connection,
OrR should initiste the necessary iatelligesce requiremonts
on the USIB or its agencies to 241] suy gaps it finds 12 our
basic intelligence oa cultural patterss,

8. Ia view of the mmall mmbder of persone that may be
iavolved in orientatien Tor duty is certaia arces amd hecause
it is not always possible to Daving all persons %
orisntation to s clsag, it is mt-:! that a'z > do~
it~yourself orientation pragrams. This could be done by
using 48 & basis, the lempon plans of the course currently
being deve (m 6 sbove) and those of area training
m B ot useful for this purpese, are savsilable

ies, Owch programs could be
mtcﬁhaﬁﬁxm well serve ns a frame work for the
:glm»y and applicsteéry training after the afficer

ves shroad, (Paragraph 2 above.)

_ 9. There was vaanimpus agresseat in the Seminar sad
by all whe before it, that depsndents and
personnel

suppost
h&n & tromondous influence on the effective-
neess of agency officers abroad. Accordingly, it is recosmendad
that OFR ivite the attention of Ageucy personnel authorities :¢

-
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these views with the objective of having dependents copsiderud
in the selection of all personnel for duty abroad and baving

such factors in mind in the hiring of suppert as well as

operational personnel.

10. It is recommendod that the A and £ 3taff in coodin: -
tion with LAS Staff conduct a test or tests to see if in fact
the findings of the language scientists cen be used to make
language imstruction faster and more effective.

11. A= sopn as the main features of steps invelved in
paragraphs 2, 3, and 5 above are clarified, OFR should conduct
8 Seminar discussion of plans with Divizioa and Staff Chiefs
to insure coordinated uaderstanding and mutual support .
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